This paper explores how a balanced scorecard (BSC) has been successfully implemented and institutionalised in a leading telecommunications company in Sri Lanka (Telinotec) through improvements over two phases (pre 2012 and post 2012). It adopts a qualitative methodology and case study approach and is founded upon the theoretical underpinnings of institutional theory, more specifically the institutionalisation model of Tolbert and Zucker (1996) . The findings suggest that while the BSC was implemented in 2000, improvements via linking it to individual performance and the corporate strategy were done after 2012. This paper contributes to literature by illuminating how the BSC was initiated (habitualisation), translated into practice (objectification) and institutionalised (sedimentation) in a firm and offers insights to practitioners on making management accounting tools successful by continuously modifying to match managers' expectations and the context of the firm.
Introduction
When competing in the dynamic business environment, organisations need to capture financial as well as non-financial performance through a multitude of indicators (Johnson & Kaplan, 1987) . This has led to the development of various management accounting tools in the contemporary business settings, including the balanced scorecard (BSC), which integrates financial and non-financial indicators into a single performance management report. The BSC measures the performance of a business firm across four inter-related perspectives, which include financial, customer, internal business processes and learning and growth (Kaplan & Norton, 1992 , 1996 . The BSC is not merely a collection of financial and non-financial measures, it is derived from the organisation's vision, and is a means to translate the mission and strategy into a set of key performance indicators (KPIs), while forming the foundation for the strategic management system of a firm (Kaplan & Norton, 2004) .
After it was first introduced by Robert Kaplan and David Norton through their influential article in 1992, over the past 25 years, the BSC has attracted widespread interest from academics and business firms across different industries, from manufacturing to service, and from public to private sector. The current body of literature covers its implementation and use (Ahn, 2001; Butler, Letza, & Neale, 1997; Malmi, 2001; Papalexandris, Ioannou, & Prastacos., 2004; Speckbacher, Bischof, & Pheiffer, 2003) , relationship to firm performance (Davis & Albright, 2004; Hoque & James, 2000) , effectiveness as a device for strategy communication and management control (Malina & Selto, 2001) , as well as criticisms (Norreklit, 2000 (Norreklit, , 2003 Epstein & Manzoni, 1998; Kasurinen, 2002) . Notwithstanding this, an array of studies, review papers, special issues and other contributions suggest that BSC still warrants scholarly inquiry (Hoque, 2014) , for in the extant BSC research relatively few success stories have been reported. More insights into application and use of the BSC will therefore be of value to researchers and practitioners grappling with its implementation in business firms (Hoque, 2014; Madsen & Stenheim, 2015) .
Furthermore, Andon, Baxter, and Mahama (2005, p. 36) has noted, "we have limited understanding of the socio-political and organisational practices enabling the BSC to emerge and endure, and there is need for research grounded in social and critical theory to supplement the existing body of knowledge about BSC". Responding to this call, this paper draws theoretical insights from institutional theory, more specifically the institutionalisation model of Tolbert and Zucker (1996) , which illuminates how institutionalisation occurs in three stages (pre-institutional, semi-institutional and full-institutionalisation) characterised by three sequential processes (habitualisation, objectification and sedimentation). Accordingly, this research explores how the BSC has been successfully implemented and has become an institutionalised organisational practice drawing empirical evidence from a Sri Lankan telecommunications firm (Telinotec), in which the BSC has been in practice for a period nearing two decades. Telinotec is a suitable context for this paper, for, although the BSC has turned to be a popular management accounting tool even among Sri Lankan managers, most organisations fail to integrate it with their routine tasks (Wickramasinghe, Gooneratne, & Jayakody, 2008) . Additionally, there is little understanding in the current literature on how BSC can be successfully implemented and sustained. Therefore, this paper addresses the research question; how has the case firm implemented and institutionalised the BSC. The findings of this research is a useful addition to the current body of management accounting knowledge. Though the institutionalisation model of Tolbert and Zucker (1996) , on which this paper is founded, is a suitable theoretical lens, it has scarcely been used in understanding the institutionalisation of management accounting tools. This study thus contributes to theory by extending the use of this model to the area of management accounting. The paper carries important practical implications and also provides an explanation about the detailed process of institutionalisation of the BSC in the case study firm, which would offer learning points for practicing managers of other firms in successfully implementing and institutionalising BSC and other management tools.
The rest of the paper is structured as follows. The next section reviews BSC literature; the two sections to follow present the research context and the theoretical framework based on institutional theory, respectively. Research methodology is explained in the next section followed by findings as well as a discussion of findings. The paper concludes with implications of the findings.
Review of Current Literature

Evolution and Adoption of the Balanced Scorecard
Following the limitations of traditional management accounting tools and their mismatch to today's competitive markets (Johnson & Kaplan, 1987) , during the last few decades, new accounting tools, such as the BSC have been developed (Kaplan & Norton, 1992 , 1993 , 1996 . The BSC comprises four perspectives spanning financials and non-financials. It strives to ensure a balance between short term and long term objectives, financial and non-financial measures, lagging and leading indicators, and internal and external perspectives (Kaplan & Norton, 1996) . Since its inception, the BSC has evolved from an improved performance measurement tool in 1992 to a strategic management system in 1996, strategy focused organisation in 2001, strategy map in 2004 and as a tool for corporate-wide strategic alignment in 2006 (Dechow, 2012) . Ax and Bjornenak (2005) state that bundling of the BSC with other techniques, fashion-setters such as consultancy firms, early adopters and accounting academics have led to its diffusion in Sweden. Firms may adopt BSC due to different motives, such as to translate strategy into action, manage organisational change, implement quality programmes and win awards for excellence in quality; due to managerial fads and fashions; and as a means to abandon traditional budgetary control (Malmi, 2001 ).
Benefits, Criticisms, Successes and Failures of the Balanced Scorecard
Over the years there has been a stream of BSC research, and it has been subjected to praise as well as to criticism. While Malina, and Selto (2001) suggest that BSC is an effective tool for communicating strategy, the survey study of Hoque and James (2000) revealed that organisational performance improved with the use of BSC. This is because it leads to focusing on a handful of strategically relevant measures in a single report, making cause-and-effect relations transparent and avoiding suboptimisation. Researchers have noted that a positive relationship exists between size and BSC usage (Bourne, Kennerley, & Franco, 2005; Hoque & James 2000) where, for example, larger the firm size, the more practical it is to use the BSC. Madsen and Stenheim (2015) note that the interpretation and use of BSC varies across scholars and practitioners, and due to the interpretive and practice variations, different organisations have implemented it to achieve different purposes, such as to improve performance, improve strategic management, assist managers to focus on strategy, structure and vision, as well as to understand and guide strategy implementation.
Particularly in the telecommunications sector, the application of BSC in performance measurement at Telkom Kenya has been explored. The study revealed that the company primarily uses the BSC for strategy implementation and as a performance measurement tool (Nzuve & Nyaega, 2013) . Further Othman et al. (2018) report on a BSC implementation in a Malaysian telecommunications company. The findings highlight problems and weaknesses of the BSC, and show that its implementation has far reaching consequences for an organisation, and that managers need to alter their organisation's internal conditions to enable the implementation.
Notwithstanding its merits, the BSC has been subjected to criticisms as well, particularly relating to the causality of linkages (Nørreklit, 2000) . Furthermore, Neely (2005) claims that the failure of the BSC to consider more dimensions, such as competition, human resources (HR), suppliers, product/service quality, and environment/community, limits the comprehensiveness of the model. BSC has also been criticised due to its biasness towards financial measures in performance evaluation (Lipe & Salterio, 2000) . Moreover, Madsen and Stenheim (2015) have identify six criticisms of the BSC: (1) causal relationships across the perspectives and measures; (2) assumption that organisations implement strategy as a rationale topdown process; (3) use of dramatic and seductive rhetoric in the BSC literature; (4) hindering creativity, innovation and organisational learning; (5) BSC as a management trend/fashion; and (6) BSC as a consultants' product as 'old wine in new bottles'.
It is further claimed that the BSC influences the culture of an organisation, and that the implementation of the BSC may require substantial changes in the culture within an organisation, to gain top management support and commitment from employees (Madsen & Stenheim, 2015) . Besides, in their study Andon et al. (2005) focusing on balance, strategic alignment, and cause-and-effect relations noted that the practice of BSC is diverse and that making it work is problematic. In a similar vein, Wickramasinghe et al. (2008) revealed, based on a Sri Lankan case study, how the BSC became vulnerable to operational failures and design faults. Lack of top management commitment, delegation of the project to middle management and lack of alignment to strategy are common causes of BSC failures (Schneiderman, 1999) . Paranjape, Rossiter, and Pantano (2006) identified the implementation of BSC to be operationally difficult. Khan and Sartorius (2011) stated that BSC adopting companies used it either in a limited manner or in an incomplete version, while Chavan (2009) explored how managers' cognitive limitations have prevented an organisation from benefiting from BSC information. Against the backdrop of only a few BSC success stories despite its claimed merits, further insights into how a BSC can be successfully implemented and sustained will be of interest to researchers and to practitioners. This is the focus of this paper.
Research Context
This research is based on a case study of Telinotec, a leading player in the highly competitive telecommunications industry of Sri Lanka. It is a world-class telecommunications operator that provides an array of value added high-speed broadband and voice services to businesses and residential customers in Sri Lanka. It is one of the largest fixed line operators in the country with a subscriber base in excess of 1.2 million, and has over 60 own branch offices along with over 600 retail outlets island-wide (Telinotec, 2016) . The firm is staffed by a committed team of professionals with international exposure and local knowledge, and cutting edge technology. See Appendix 1 for its organisational chart. Due to the stiff competition in the industry, Telinotec is faced with severe costs and profit pressures and it is highly focused on its performance. Consequently, it has adopted various new technologies and innovative management tools (including the BSC) to boost its performance (Telinotec, 2016) . More importantly, Telinotec is a suitable context for this paper as BSC has been successfully implemented and sustained in the firm through improvements made over a period nearing two decades, and this paper sheds light on how this success was achieved.
Theoretical Framework
This paper is founded upon the theoretical underpinning of institutional theory, more specifically the institutionalisation model of Tolbert and Zucker (1996) . Institutionalisation refers to the process through which individual actors transmit what is socially defined as real (Zucker, 1987) , and the components of a formal structure become widely accepted as appropriate (Tolbert & Zucker, 1983) . Thus institutionalisation occurs whenever there is reciprocal typification of habitual actions (Berger & Luckman, 1967) . Building upon Berger and Luckman (1967) , Tolbert and Zucker (1996) introduced an institutionalisation model, which consists of three stages (pre-institutional, semi-institutional and full-institutionalisation) characterised by three sequential processes (habitualisation, objectification and sedimentation). Table  1 presents a summary of these stages.
Habitualisation
Berger and Luckman (1967) stated that any action that is repeated frequently gets casted into a pattern, and these processes can be considered as being at the preinstitutionalisation stage. Technological change, market forces and legislation may prompt innovations at this stage (Tolbert & Zucker, 1996) . However, the level of theorising about the proposed new structures are at the initial stage of the institutionalisation process, and the methods through which solutions are found vary due to the diversity of the approaches adopted by individual agents. The failure rate of institutionalisation is high at this stage. Organisations encountering a problem may, as part of their search for solutions, also consider solutions of others (DiMaggio & Powell, 1983) . Although imitation may follow, there is little consensus on the general utility of the innovation. 
Preinstitutional Habitualisation
Innovations and changes done due to specific organisational problems, resulting in structures at the pre-institutionalisation stage. This may take into account solutions adopted in other firms (mimetic).
Semiinstitutional
Objectification Development of social consensus between decision makers in the organisation on the value of the structure by obtaining and analysing information on its dissemination in other organisations in the same field (interorganisational monitoring). Leaders are viewed as defenders of change, and this is attributed to general cognitive and normative legitimacy.
Fullinstitutionalisation Sedimentation
Complete propagation of structures for a long period of time.
Objectification
The semi-institutionalisation stage is characterised by the objectification of the new institutional element, i.e. the element becomes wide-spread and permanent within the organisation (Tolbert & Zucker, 1996) . Objectification occurs because organisations in this phase are making use of information, based on the results of implementation experiences in other organisations. This is done through monitoring competing organisations and by working towards increasing its competencies relative to competitors by internally monitoring the results of the new structures. Structures that undergo the objectification process become well distributed. The new element that is being institutionalised in the organisation at this stage (semi-institutional) is primarily distributed through normatisation, which permits many new adopters to access the new element (irrespective of their initial beliefs). During this stage, the leaders (defenders of change) play a vital role theorising it, to attribute general cognitive and normative legitimacy.
Sedimentation
Total institutionalisation occurs through the continued use, maintenance, and survival of the structure over successive generations of organisational members, which is sedimentation. This is featured both by the virtually complete diffusion of structures across the group of actors theorised as appropriate adopters, and by the perpetuation of structures over a long time period. The experiences thus become readily transmittable. Tolbert and Zucker (1996, p.184) state, "identification of factors that affect the extent of diffusion and long-term retention of this structure are therefore important in understanding the process of sedimentation." Creating a new structure requires considerable effort, including managing resistance.
In recent years there has been an expansion in institutional theory bent management accounting research (Cruz, Major, & Scapens, 2009) . From the perspective of institutional theory, management accounting systems are seen to be inextricably linked to the prevailing rules and norms which structure social and organisational life (Burns & Scapens, 2000) , and an institution is less susceptible to interventions if it is embedded in the structure of organisations. Given the relationships between everyday actions and interactions, overtime, rules, routines as well as accounting systems (such as budgets) becomes sedimented and taken-forgranted, and get produced and reproduced within organisations (Burns & Scapens, 2000) . However, all newly introduced rules and routines will not necessarily become institutionalised. If new (management accounting) systems challenge what is prevailing in the organisation, they may not be reproduced, and as a result may fail to become institutionalised and taken-for-granted (Burns & Scapens, 2000) . Currie and Finnegan (2011) have used Tolbert and Zucker (1996) model in the introduction of a large-scale IT-enabled change in the context of a highly institutionalised environment. They note that habitualised behaviours conspired to resist the adoption of new working practices as it conflicts with existing culturalcognitive views. Pishdad and Haider (2013) apply a stage-based model encompassing the pre-implementation, implementation, and post-implementation stages of ERP assimilation in an integrated structure. Amidst this literature, there is limited research on the institutionalisation of new management accounting techniques (see the activity based costing study by Cardes & Gooneratne, 2016 for an exception), and this paper focuses on the institutionalisation of the BSC based on Tolbert and Zucker (1996) institutionalisation process.
Research Methodology
This research adopts the qualitative methodology and single case study approach (Silverman, 2005; Yin, 2011) . Qualitative research strives to provide a deep understanding of a phenomenon. Case study is an empirical inquiry that probes into a contemporary phenomenon within the real-life context, particularly when the boundaries between the phenomenon and the context are not clearly evident (Yin, 2011 ). This approach is thus, capable of providing an in-depth inquiry into the issues explored, such as to understand the reasons for the use of specific accounting practices in a firm, rather than to produce generalisations (Scapens, 1990) . Using the case study research strategy, this paper strives to explore the research question, how has the case firm implemented and institutionalised the BSC as an organisational practice using field data from a firm in the telecommunications industry of Sri Lanka.
Data Collection
In qualitative case studies, multiple sources can be used for data collection (Yin, 2011) . Similarly, this paper triangulates data obtained from different sources, such as in-depth interviews with managers of different departments and review of documentation.
Initially a pilot study was conducted through interviews with the General Manager -HR and Senior Manager -HR to identify the key features of the BSC system in Telinotec. The pilot study revealed that the BSC has been institutionalised as a useful practice in the firm. Accordingly, during the main study, ten interviews were carried out with key actors involved in BSC, focusing on how it has become an institutionalised practice. Interviewees were selected based on purposive sampling to capture the key informants, and each interview lasted for 15-45 minutes. There was much difficulty in establishing contact and gaining appointments for interviews as these managers were very busy and operate under tight time constraints. However, during the interview sessions they provided valuable insights related to the BSC (based on their past and present positions in the firm). The interviews were voice recorded using a suitable device, after obtaining permission from Senior Manager-HR, and oral permission was also obtained from each interviewee before recording. A list of interviewees is presented in Table 2 and the interview questions are shown in Appendix 2.
While the theoretical framework was used in formulating interview questions, we were also mindful of exploring new issues emerging from the field.
Ensuring Quality
To ensure the quality of the study, a number of steps were followed. In terms of data collection methods, interview data were supplemented by data obtained through press releases, annual reports, minutes of meetings, BSC manuals, policies and procedures, training manuals and the website of the case organisation. Such triangulation of evidence gathered from multiple sources increased the credibility of findings. Respondent validation (Yin, 2011) , where feedback is obtained from interviewees regarding the findings was also employed to reduce the misinterpretation of interview data and to strengthen credibility. Other strategies adopted to enhance quality include, prolonged engagement in the field (during interviewing and documentary reviewing) and building rapport and trust with interviewees to obtain their honest views. 
Making Sense of Data
The voice recorded interviews were transcribed verbatim before making sense of such data. Categories and themes were identified with reference to the initial implementation of the BSC (from [2000] [2001] [2002] [2003] [2004] [2005] [2006] [2007] [2008] [2009] [2010] [2011] [2012] , subsequent developments to it (after 2012), and its institutionalisation in the firm as a useful practice, following through habitualisation, objectification and sedimentation guided by the theoretical framework related to the institutionalisation process of Tolbert and Zucker (1996) as shown in Table 3 .
Thereafter, data was coded manually. 
Findings and Discussion
This section presents the findings of the paper in terms of the BSC system of Telinotec from 2000-2012, after 2012 and how the institutionalisation of BSC has taken effect moving through the sequential stages of pre-institutional: Habitualisation, semi-institutional: Objectification, and full institutionalisation: Sedimentation in line with the model of Tolbert and Zucker (1996) .
Balanced Scorecard of Telinotec from 2000-2012
The BSC of Telinotec originated from the interest of the then Business Development Manager (presently General Manager -HR) who was inspired to implement new techniques in light of the competition in the industry, to create a 'modern' image and to gain legitimacy. Following this interest, the BSC was introduced to the firm, facilitated by consultants in year 2000. The decision to implement the BSC was thus linked to management fads and fashion (Abrahamson, 1996; Malmi, 2001; Ax & Bjornenak, 2005; Modell, 2009) , to show that the firm is following the latest practices of leading companies (DiMaggio & Powell, 1983 ).
Telinotec's BSC was an off-the-shelf system, which measured performance via the typical four perspectives, namely financial, customer, internal business processes, and learning and growth (Kaplan & Norton, 1996) . See Table 4 for the perspectives and measures. At this stage, the BSC project was rather preliminary, and not well integrated to the firm's activities. It was basically an incentive and increment system; where half yearly employees were given BSC targets and evaluated based on the individual, departmental and company objectives. There was no periodic review linked to the BSC, and it was evident through document review that KPIs were not monitored (for instance, monthly). Nevertheless, the BSC during this era helped the firm to improve performance and company image, as apparent from the following quote by the Deputy Managing Director as published in a local newspaper;
Good results in the first half of 2004/05, achieved despite challenges from competitors, we have once again proved the capability of Telinotec's employees and their commitment to achieving company goals. The major contributing factors include our BSC performance measurement system, ongoing staff training and good financial management.
The key benefit of the BSC is overcoming inadequacies of traditional financialbased performance measurement by bringing together financial and non-financial indicators (Kaplan & Norton, 1992) . The early BSC of Telinotec was successful in enabling such a balanced approach to performance as revealed through the words of a manager who explained how the BSC was initially used in the firm. He noted, "we use the BSC as a key tool to measure departmental, individual and organisational performance. BSC capture four key perspectives, quantitative and qualitative". He however continued stating;
BSC model is a hierarchical top-down model and it was not easily rooted in the organisation. Not everyone liked it. This was a problem in Telinotec. The project needs to be rooted in the organisation if it is to be successful.
As the above quote suggests, despite its usefulness, the BSC of Telinotec had limitations. That is, it did not get the acceptance of all employees, and there was no clear alignment of the BSC with strategy (Kaplan & Norton, 1996) . Therefore, in its initial form, the BSC was of limited use as a strategic management accounting tool. This era represents the pre-institutional stage: habitualisation in the institutionalisation of the BSC.
Pre-institutional Stage: Habitualisation
Habitualisation encompasses the innovations and changes made in response to particular organisational problems in structures and can be termed as being at the preinstitutional stage. This corresponds to the introduction of BSC (2000) (2001) (2002) (2003) (2004) (2005) (2006) (2007) (2008) (2009) (2010) (2011) (2012) , where Telinotec took into account the solutions in other organisations (mimetic), and adopted practices (such as BSC) facilitated by consultants.
Various forces, such as competitors and customer demands for better telecommunication services became important in legitimating the BSC at the preinstitutional stage. The General Manager -HR explained: "based on the business climate targets might get adjusted. Particularly in a competitive industry like this we have to drive our organisation from the top. By using tools like BSC we can do that". At the pre-institutionalised stage it is important to see whether the vision for the BSC would confront existing institutionalised processes and norms, and to what extent it is acceptable in the eyes of employees. Some existing behaviours and actions may hamper the adoption and diffusion of the BSC across the firm. For instance, the IT Operations Manager stated "big changes are there, but people have not been well trained. It is more complicated, so our subordinates are not happy".
Creating acceptance about the BSC in the minds of other organisational members is vital in the transition from the pre-institutionalised stage of habitualisation to semi-institutional stage of objectification. This concern was addressed through the subsequent improvements in the BSC, as elaborated next.
Balanced Scorecard of Telinotec from 2012 Onwards
Improvements to the BSC were initiated from 2012 onwards, after the current Managing Director assumed office. Accordingly, in light of the specific needs of the complex technology led, competitive business environment in which it operates, Telinotec's BSC was linked to individual performance evaluation and to corporate strategy. The BSC during this phase thus covered employee evaluation as well as employee development, i.e. the employees' contribution towards company objectives as well as to his/her own development (see Table 5 ). It is thus evident that Telinotec's top management has used their knowledge to improve the BSC and to ensure that there is a match between the BSC and the firm's needs. For instance, the Revenue Assurance Manager stated that through his Chartered Institute of Management Accountants (CIMA) studies he gained knowledge on BSC and used such knowledge to craft the BSC as suitable to the firm. He added;
BSC depends on the company. For Telinotec it is suitable to adapt the BSC as four perspectives, it is realistic; the key areas focus on these perspective, and based on our strategies our company's BSC covers those.
Suggesting the influence of normative isomorphic forces (DiMaggio & Powell, 1983) , some managers of the finance department stated that being CIMA members, the knowledge they have gained on BSC have helped in initiating improvements to the BSC. Kaplan and Norton (1996) have identified acceptance and participation by the senior management as a key reason for BSC success. Similarly, positive attitudes and support of top managers of Telinotec have led it to be derived from the organisation's strategy and to be a success. Translating strategy into action is a central argument promoting the BSC (Kaplan & Norton, 1996) . This is evident in Telinotec. The alignment between strategy and the BSC has also helped in performance evaluation. The Customer Relationship Manager stated; Several other interviewees too explained that the BSC of the company is cascaded to the individual level, where each employee is communicated about the appraisals and are thus aware of the measures.
To integrate the BSC and strategies, Kaplan and Norton (2004) introduced the strategy map. In 2012, Telinotec's BSC team also developed a performance measurement cause-and-effect matrix and a strategy map based on the four perspectives of the BSC. In this process, the HR department played a major role: they developed a BSC manual and uploaded it to the system. This serves as a guide for executives to implement and practice the BSC in their division starting from developing the strategy map to the cascading process.
At the early years of the BSC, Telinotec encountered negative attitudes from certain managers who mobilised their interests against this new device. To manage these negativities, the HR department obtained opinions from various managers and got them involved in the process. Workshops and training sessions were held in each department together with monthly evaluations done through online questionnaires for all employees. As the communication of the scorecard to employees is vital (Kaplan & Norton, 1996) , and managers' cognitive limitations prevent an organisation from benefiting from BSC information (Chavan, 2009 ), Telinotec ensured two-way communication of the BSC between and within different levels of the firm, to reduce misunderstandings, while enabling employees to have a complete picture of how their work contributes to the business. Such endeavours were significant in the semiinstitutional stage / objectification.
Semi-institutional Stage: Objectification
Objectification is a significant component of the institutionalisation process, which occurs alongside the diffusion of structure. Improvements done to the BSC and thereby the creation of a social consensus on the value of the tool is significant at this stage. This also involves communicating the value of the structure/tool (such as the BSC) by continuous awareness sessions as well as by obtaining and analysing relevant information and disseminating them to others.
The new BSC format which addressed lapses in the initial BSC as well as the roots to employee dissatisfaction is significant during objectification. Senior managers of all the departments represent the BSC team, and are involved in BSC decisions. In the management review meeting managers give suggestions, while participating in forums to discuss the strength and weaknesses of the BSC. Conducting training programmes / workshops for managers and low level employees, making employees aware of how evaluations are done and senior managers communicating outcomes of BSC review meetings to their department employees are significant at this stage.
Objectification and diffusion of the BSC in Telinotec is being spearheaded by a number of individuals. As a key person engaged in the task, the General Manager -HR stated; As the General Manager -HR stated, managers had to present their departments' BSC in monthly review meetings, and at these face to face evaluations, negotiations and compromises were common.
Through these initiatives Telinotec has been able to obtain employee support towards the BSC, and this has led to further adoption and diffusion to follow. Objectification occurs when the drive for diffusion shifts from simple initiation to a more normative base (Tolbert & Zucker, 1996) as witnessed in the post 2012 BSC of Telinotec. Structures that are being objectified through further diffusion are termed as being at the stage of semi-institutionalisation.
Full-institutionalisation: Sedimentation of the Balanced Scorecard
Since its introduction to the firm in 2000, and following the improvements made after 2012, Telinotec's BSC has become an institutionalised practice, a concept noted by Tolbert and Zucker (1996) . During the early introduction of the BSC, the mimetic processes that resulted in the adoption of new structures correspond to habitualisation. Recognising factors that affect the diffusion in the long-term and taking suitable measures, such as accommodating the views of managers by the change leaders through training programmes, workshops, meetings and emails, as well as improvements by way of linking the BSC to strategy and individual performance evaluations leads to objectification.
Sedimentation is where structures are reproduced and become taken-for-granted, through nearly complete diffusion of structures within a group of actors and by the reinforcement of structures across a long period of time. This is currently evident with Telinotec's BSC, with the BSC being diffused through continuous dialogue and review, as well as through training programmes, while being aligned with strategy. After believing in the practice of BSC, it is now being routinely carried out in all departments. The Revenue Assurance Manager added: The industry in which Telinotec operates is increasingly getting competitive. In this scenario, BSC has been useful for all aspects of the business, such as profitability, sales volume, customer satisfaction, systems and processes, developing people, innovation, which are captured through KPIs of the BSC. Therefore, interviewees accepted BSC to be an enabling tool which is institutionalised in Telinotec.
Institutionalisation of new practices involves the formation of new structures, processes, and roles that subsequently become routinized and formalised practices, which are embedded in the organisational fabric across a long period of time (Zucker, 1987) . Benefits of a performance measurement innovation may be achieved only after lengthy and iterative periods and substantial efforts may be needed to make an innovation work (Andon et al., 2005) . Similarly, amidst improvements to the initial scorecard, from 2012 onwards, as well as the support from the top management and the buy-in from employees at all levels, Telinotec's BSC has become integrated to the day-to-day activities of the firm and has got sustained as an institutionalised practice over a period nearing two decades. The BSC is now routinely carried out while being continued due to the benefits realised.
Conclusion
The BSC implementation in Telinotec is a success story; several points are noteworthy in this regard. The BSC has been embedded to the company's day-to-day managerial and operational practices and everyday work of managers, hence institutionalised as a useful practice in the case firm. With the implementation of the BSC, the performance monitoring of Telinotec has become balanced, in terms of the integration between non-financial and financial performance measures as well as long-term and short-term financial performance (Kaplan & Norton, 1996) . Managers and employees at all levels supported and were committed towards the BSC, for it enabled them to obtain a complete picture of how their work contributes to business success. More importantly, the BSC was linked to the employee incentive system. It was commonly accepted in the firm that the BSC and performance measurements based on the four perspectives are appropriate for Telinotec, as the company operates in a competitive service industry with a profit motive. This paper makes several contributions. Through rich empirical evidence on institutionalisation of the BSC, in terms of how the idea to adopt it was initiated, translated into practice and eventually institutionalised, the paper advances knowledge on the institutionalisation of management accounting initiatives, such as BSC. From a theoretical point of view, the paper extends the use of the institutionalisation model of Tolbert and Zucker (1996) to the area of management accounting, and this forms a theoretical contribution of the paper. This model although deemed appropriate, has rarely been used in exploring institutionalisation of management accounting tools. The paper is also of significance to practitioners. It provides an explanation to the institutionalisation process of BSC in the case organisation taking into consideration its particular context, and offers useful insights to practicing managers on how management accounting tools, such as the BSC can be made successful by continuously altering and modifying to keep up with the expectations of managers and by integrating it to the day to day activities of the firm. 
